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CHAPTER 1. OVERVIEW 
WHAT IS REPOWER?

RePower Bainbridge (RePower) is a residential energy-
efficiency and conservation program designed to foster 
a sustainable, clean, and renewable energy economy . 
RePower was a three-year effort on Bainbridge Island, 
WA, to reduce energy demand, eliminate a peak load 

capacity challenge, complete home energy assessments, 
upgrade Island homes, promote renewable and clean 
energy systems, educate homeowners and create green 
jobs . RePower is a community-focused residential energy-
efficiency program model for island communities worldwide .

RePower’s energy-efficiency efforts are based on 
conservation efforts including energy assessments with 
direct installs of energy-efficient lighting and shower 

This guide is designed to serve as a “how-to” reference for island communities (or small, 
similarly sized, more isolated communities) that want to develop and implement a 
residential energy-efficiency and conservation program. 

The purpose of this guide is to help communities chart a course for successful program 
development based on the lessons learned during implementation and operation of RePower 
Bainbridge—an energy-efficiency program on Bainbridge Island, Washington. 

RePower, Conservation Services Group and The United States Department of Energy Better 
Buildings Program designed this guide for community leaders, municipal staff, non-profits, 
and any motivated community members or organizations who are interested in resource 
conservation. Where applicable, data-driven results are provided to illustrate the community, 
environmental and economic transformation potential of energy-efficiency and conservation 
programs in small to medium-sized island communities.

OVERVIEW
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heads, building envelope improvements, heating system 
upgrades, fuel conversions, renewable energy systems, 
as well as demand response systems and comprehensive 
community education and engagement . 

RePower was made possible through a U .S . Department 
of Energy Better Buildings grant, in partnership with 
Conservation Services Group, Puget Sound Energy, City 
of Bainbridge Island, Kitsap County, Washington State 
University Energy Program, Washington State Department 
of Commerce, Kitsap Credit Union, Puget Sound 
Cooperative Credit Union, Positive Energy, and the hard 
work of many Bainbridge Island community members . 

PATH TO SUCCESS

The true strength of RePower is in its origination, 
stemming from a grassroots community effort to reduce 
energy use on Bainbridge Island . In 2010, Puget Sound 
Energy informed the City of Bainbridge Island of a looming 
utility system capacity challenge, and recommended 
a new substation and a new set of power lines across 
the Island . The City and community responded with a 
full scale community education and action campaign to 
inform residents of the capacity challenge and encourage 
homeowners to take action . 

The community had a built-in desire to work together and 
find a less impactful way for their electric utility to meet 
increasing energy demand during peak-use hours . The out-
of-the-box alternative solution: Use less energy! Residents 
pushed for the “Bainbridge Island Energy Challenge” to 
lower the demand threshold and keep the existing supply 
infrastructure for Island residents . 

A SNAPSHOT OF BAINBRIDGE ISLAND

•	 Bainbridge Island is 11 miles long with a 
population of approximately 25,000 people .

•	 Bainbridge Island is home to approximately 6,800 
single-family residences . 

OVERVIEW

The average Bainbridge Island  
home uses 61% more energy  
than the average home  
within PSE’s service  
territory in Washington . 
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•	 On average, Bainbridge Island homes use 61 
percent more electricity than other homes 
served by Puget Sound Energy (PSE) . Bainbridge 
Island homes use 19,000 killowatt hours (kWh) 
of electricity compared to 11,800 kWh for the 
average PSE-served home . 

•	 The high energy use is partly due to an aging 
housing stock: more than half of all island homes 
were built prior to 1980 . Island homes are also 
a little bit larger than the average home in PSE’s 
service territory . 

•	 Fewer than 20 percent of Island homes built prior 
to 1980 have up-to-date insulation levels, and 
most are missing other key energy-efficiency 
retrofit measures .

•	 There is no natural gas on the Island . Approximately 
70% of all homes are heated with electricity . The 
remaining 30% are heated with oil, propane or wood . 

•	 The Island exceeds capacity on all three 
substations by two megawatts (MW) for just 10 
hours each year .

Reducing energy waste makes a significant impact on  
meeting the Island’s overall energy needs and addresses 
the peak capacity challenge . For these reasons, Bainbridge 
Island presents a perfect test  environment to prove that 
energy efficiency is the cleanest and most affordable 
energy source . 

REPOWER OBJECTIVES AND GOALS

Our objectives and goals were to:

•	 Eliminate energy waste through increased  
energy-efficiency and conservation .

•	 Avoid the need for a new Island substation and 
associated new power lines by reducing energy 
demand and minimizing peak loads . 

•	 Ensure reliable, secure and affordable  
energy supplies to meet the Island’s needs .

•	 Obtain as much energy as possible from local, 
clean and renewable sources . 

•	 Enlist up to 700 homes in a demand response 
management program to reduce peak  
electrical demand . 

•	 Reduce energy demand and boost the Island 
economy with the following measurable goals: 

 � Perform 5,000 home energy assessments

 � Perform 2,000 home energy upgrades 

 � Create 65 new jobs directly, and 252 jobs indirectly

 � Save 49,707 million BTUs (British Thermal Units)

 � Reduce carbon emissions by more than 6,904 MT 
(metric tons)

 � Accomplish a minimum of 15% energy savings in 
each participating home .

HOW FUNDING MADE REPOWER POSSIBLE

RePower received a Better Buildings grant as part of the 
American Recovery and Reinvestment Act (ARRA) through 
the U .S . Department of Energy Better Buildings program . 

OVERVIEW
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CHAPTER 2. BUILDING  
A FOUNDATION FOR SUCCESS
The key to RePower’s success was building a strong 
vision, goal statement and a community-supported 
foundation . Identifying a program’s goals and developing 
a strategy to accomplish those goals cannot be done 
without sufficient planning . Examining what it took to 
accomplish just a single goal of the program by breaking it 
into its working parts is critical to understanding how the 
program can function and grow . Only when this exercise 
is complete, can an organization truly understand what it 
will take to move toward its goals . 

CREATE YOUR PROGRAM’S  
MISSION AND VISION

This is the essential first step: Create 
and agree on a mission and vision with 
all stakeholders . Mission and vision guides the entire 
program moving forward, allowing decisions to be made 
quickly, and ensuring decisions align with the program’s 
strategy and goals . 

A clear mission/vision statement guides all elements 
of your program and should be developed around a 
conservation issue which resonates well with the 
community . For Bainbridge Islanders, the motivating 
factor was demand management and avoiding the cost 
and environmental impact of new energy infrastructure . 
Find out what matters the most to your community and 
organize your entire program around this cause . A program 

can only be successful and reach wide-scale participation 
levels if the energy-efficiency and conservation efforts 
directly speak to and align with the target audience .   

The vision must also clearly define the target audience . 
Determine what areas are of primary interest and define 
the scope: Are you addressing only single family residential 
homes or will the program include multi-family buildings? 
Will your program address commercial and industrial 
buildings? Do you want to include renewables or focus 
only on weatherization? Each sector requires a different 
approach so it’s important to determine this early .

PROGRAM SCOPE AND IMPLEMENTATION PLAN

Once the vision and mission are established, the scope 
can be developed . At minimum, the scope must address 
the following key elements: 

•	 Partnership development and stakeholder 
engagement—Partnerships with community 
groups that are reputable and already established 
in the community will help build community 
confidence and trust in your new program from 
the beginning . Set up partnership agreements with 
potential delivery partners . Of key importance are 
local government agencies, mission based NGOs, 
local economic development agencies, housing 
authorities, and perhaps most importantly, 
regional utilities . Develop partnerships with 
these parties and identify how your program may 
align with their initiatives and goals . Examples 
of programs to collaborate with include regional 

BUILDING A FOUNDATION FOR SUCCESS
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climate action plans, existing utility conservation 
programs, and existing environmental, social 
equity or trades training programs . 

•	 Staffing plan – Hire local staff which is already 
connected to the program’s mission/vision to build 
a dedicated and successful team .

•	 Finance plan – The finance plan will depend on 
many factors and program structure, but the key 
is to develop it with future ongoing finances in 
mind . The finance plan should address day-to-day 
operational needs, but should also include ongoing 
potential revenue streams . Who benefits from the 
program and may be willing to contribute funds? 
Is there an opportunity to include a revolving loan 
fund, and could the interest generated be sufficient 
to fund the program? What grant opportunities are 
out there? Think beyond operations and start lining 
up program partners who can help contribute to the 
effort . Utilities can often help with co-marketing 
efforts, and contractors may be willing to pay 
annual membership fees or lead referral fees to the 
program, in return for high-quality leads .  

•	 Marketing and outreach plan – Base the marketing 
and outreach plan on the program strategy, and 
narrow marketing down to projects that drive 
results . Create a plan which uses a variety of 
outreach mechanisms and is built on co-marketing 
opportunities with partners, as well as support 
from a volunteer base . Identify existing community 
events that align with program mission/vision 
that the program can piggy back on . This can help 
reduce program marketing expenses, allows the 

program to target specific audiences, and keeps 
the program fresh . 

•	 Volunteers – Clarity in mission/vision will help in 
recruitment, retention and maximum utilization 
of volunteers . It will also assist the volunteers in 
serving as liaisons within the community . 

•	 Trade ally participation and training plan – It is 
important to bring local contractors to the table 
early in the program development process . 
Ultimately, program success depends on the 
support and buy-in from your contractors, 
and as the program evolves, contractors will 
generate leads and become a strong marketing 
partner . Establish contractor agreements and 
building performance specifications early on, 
and agree to the standards that will be upheld 
by all participating partners .  Choose a reputable 
weatherization organization, such as the Building 
Performance Institute (BPI), to serve as the 
baseline for program implementation quality and 
performance . Include a contractor training plan to 
grow local weatherization skills .

•	 Energy assessment plan – The key to success is 
providing neutral energy assessment services 
to identify energy upgrade needs for each 
participating customer .  Keep the assessment plan 
simple; your role is to facilitate the upgrade . This 
may mean leaving the auditing and testing to your 
contractors and simply providing a non-diagnostic 
initial assessment to inform the homeowner of 
possible upgrade options and provide a clear set of 
recommendations . Provide technical guidance to 
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best assist the homeowner in their energy upgrade 
plans . Determine whether you want to include 
direct install products as part of your assessment . 
Including it in the audit means that you will obtain 
savings from every participating customer . 

•	 Weatherization and other energy upgrade 
specifications plan – Develop a clear set of 
performance standards to which all your trade 
allies perform their work . To build confidence 
and ensure customer satisfaction with the end 
result, a program must have clear standards 
on any weatherization and equipment upgrade 
measures that are installed . Holding all parties 
to the same standards will aid quality assurance 
and control efforts and will also set a clear path for 
your training program . Include this requirement 
in your trade ally participation agreement and get 
buy-in from your contractors that they will uphold 
these standards . Don’t forget to address customer 
service expectations in these standards .

•	 Operational plan – Once the energy assessment 
model, trade ally agreement, and performance 
standard are agreed upon, you can get started on 
preparing your program’s operational plan . This 
plan should address everything from staffing 
levels to auditing tools used and energy upgrade 
reporting requirements .  

DETERMINE KEY PERFORMANCE  
INDICATORS AND HOW YOU’LL MEASURE 
PROGRAM SUCCESS OR FAILURE

One of the first steps in establishing an effective reporting 
package for a community energy-efficiency program is 
determining the key performance indicators (KPIs) that 
will measure program performance . Key performance 
indicators are the quantifiable set of measures or 
activities that the program uses to gauge and compare 
performance in terms of meeting strategic or operational 
goals . They are the core activities and elements that are 
critical in tracking performance toward meeting program 
goals and achieving success; are specifically outlined in a 
program contract or similar agreement; and are necessary 
for evaluation purposes . It is also important that these 
KPIs be attainable and quantifiable, and that the program 
has a data tracking system allowing easy access to 
program activity detail . 

Examples of trackable program activities can include: 

•	 home assessments/audits

•	 energy-efficiency upgrades

•	 rebate payments

•	 energy-efficiency loan utilization

•	 monthly budget expenditures

•	 trade ally network activity

•	 home audit conversation rates

•	 types of upgrades (e .g ., weatherization vs . 
equipment)

•	 marketing activities and outreach tracking .

BUILDING A FOUNDATION FOR SUCCESS
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Simply tracking program activities is not enough to 
evaluate performance . The program must also establish 
program targets and goals for each activity in order to 
have a measure or benchmark to compare against . These 
goals are established during the strategy and planning 
phase . To determine program activity goals, a program 
may analyze the following: industry/national trends, 
comparable energy-efficiency programs in other regions, 
program resources, market potential, timeframe, and 
economic factors .

A variance analysis is conducted if there is a significant 
difference between the actual performance of an activity 
and its forecasted/budgeted goal . This analysis seeks 
to determine the root cause of this variance and/or if 
program goals need to be reevaluated and adjusted . The 
conclusions of the variance analysis should also lead to 
recommendations and next steps to implement . 

REALISTIC EXPECTATIONS GIVEN  
YOUR RESOURCES

Set realistic goals and milestones! Leverage relationships 
in the community and identify a variety of realistic ways to 
reach your goals . Involve stakeholders in determining goals . 

•	 Resources should match your budget . If funding 
and goals are high, maximize staff size . Starting 
with a small team and working toward a big goal 
sets a program up to lose precious time that is 
needed in community outreach . Include volunteers 
where needed, recognizing that successfully 
recruiting, engaging and retaining volunteers 
requires a significant amount of resources . 

•	 Determine technology needs at the outset and get 

them in place before beginning your program . It’s 
much more difficult and time-consuming to add 
technology once the program is in place .

•	 Identify all key stakeholders and include them in 
the planning . Not everyone is a stakeholder though, 
so use your mission/vision here .

Think through the pieces you are planning to implement . 
and categorize them as a “must have” or “nice to have .” 
Focusing on the “must haves” first will ensure success in 
achieving goals and meeting budget . As time and budget 
allow, it is always possible to expand the program .

A TEST APPROACH TO PLAN  
A SUCCESSFUL PROGRAM

Our test approach required the following actions to result 
in a successful program:

•	 Understand the program basics: staff and 
stakeholder roles, technological/communication 
networks, and how customers and contractors 
participate .

•	 Begin with a pilot program that enables the program 
team to test initial community assumptions and 
avoid ineffective approaches . For example: Test our 
assumption that homeowners who receive a free 
home energy assessment are more likely to invest 
in energy-efficiency home improvements than those 
who do not receive home energy assessments . 

•	 Define a start and end to the pilot, allowing  
time to analyze results and determine next steps . 
Develop processes surrounding implementation 
logistics, marketing, feedback loops and 
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transition to full program implementation and 
communicate appropriately .

•	 Launch and market the pilot with a subset of 
the larger community, supported by stakeholder 
and community leader participation . Recruit a 
pool of pilot participants who are willing to talk 
about the benefits of the program from a firsthand 
experience . Feature them in case studies to build 
your program’s promotional collateral and to start 
telling your story .

•	 Capture feedback, identify areas of improvement, 
and define next steps based on results . Share 
results with stakeholders and refine the full program-
implementation plan based on pilot results .

KEEP IT LOCAL 

The single most important thing RePower did to position 
itself well within the community was to keep it local . Hiring 
local employees familiar with the community vibe was 
infinitely beneficial to RePower . It allowed the program to 
be seen as a community-built initiative, and demonstrated 
commitment to putting money back into the local 
economy .

•	 Local staff – Every community has familiar faces 
who are seen as trusted resources . Local staff has 
insight into the community’s unique lifestyle and 
perspectives . It is also important to hire locally to 
demonstrate your commitment to creating local jobs 
for the residents . 

•	 Local phone numbers – Local numbers are a “must” 
to position the program as “of” the community 
and “for” the community . It instills initial trust and 
community access .

•	 Local office – Small communities love personal 
interaction . A walk-in office is essential because it 
is visible in the community and provides a personal 
touch-point to those who want it . 

•	 Engage local organizations and politicians –  
When appropriate, this can increase program 
credibility and trust within the community . Take 
advantage of it! However, if a community has a 
chaotic or highly-charged political core, this might 
not be the time to leverage political connections . 

•	 Support local businesses by ordering supplies and 
materials locally – Use sustainable products to 
“walk the talk .” If feasible, sponsor local events .

BUILDING A FOUNDATION FOR SUCCESS
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SET UP YOUR PROGRAM OFFICE

A sufficient office space is essential to efficient and high-
quality performance . Office needs will be determined by 
staffing, technological and storage needs . Programs need to 
identify:

•	 Office storage – Is additional off-site storage 
necessary and available, and if so, is it safe and 
convenient? You may need storage for marketing 
materials, direct-install products such as light 
bulbs, faucet aerators, smart strips and shower 
heads . We did not consider all of these items at 
the beginning of RePower . As shown in the photo, 
the higher than anticipated initial demand quickly 
made our office too small to store all direct install 
supplies . We ended up renting a separate storage 

unit for our direct-install products and large 
equipment (e .g ., ladders and blower doors) . 

•	  Phone support – Will there be an onsite call 
center or simply a voicemail system? Do you need 
multiple phone/fax lines? Will everyone be using cell 
phones? Do you need a conference line for meetings 
and stakeholder calls? 

•	 Accessibility – How many full-time and part-
time staff will be present? Will some staff work 
remotely? Determine office needs based on ideal 
working conditions and program functions . 

•	 Office space – Are there areas that need to be 
quiet? For example, is a call center needed for 
customer service? The RePower office had an open 
floor plan which was challenging for our customer 
service staff who monitored calls and assisted 
walk-ins . Is there a need for conference rooms 
or a private space for private meetings? Will the 
office need to be public facing? If your program 
offers technical help desk hours for homeowners, 
consider designating a quiet space in your office 
where they can talk through issues and review 
technical requirements with energy advisors . 

•	 Onsite training areas – Are onsite training areas 
needed? Can the program use existing community 
resources such as community centers? 

•	 Equipment – What typical office supplies and 
equipment will be needed (e .g ., computers, copier, 
pens, paper)?

•	 Transportation – Will staff use company cars or 
personal cars? Is there enough parking space for 
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staff and visitors? If staff is biking to work, are 
there safe areas to lock their bike? Determine how 
to cover mileage and expenses . Consider leasing 
electric or hybrid vehicles that promote energy 
efficiency and demonstrate that the program 
“walks the talk .” 

STAFF UP TO DELIVER  
A SUCCESSFUL PROGRAM 

The following reflects our staffing plan that enabled 
us to deliver a successful program which resulted in 
community adoption:

•	 Energy Advisors – The program’s objective 
energy advisor who provides a home energy 
assessment to the homeowner . They are well-
versed in building science and energy-related 
home issues, and are ideally BPI certified . They 
serve as program spokespeople and technical 
experts to the homeowner and provide objective 
recommendations without an aggressive sales 
pitch . They have endless passion for energy 
efficiency and identify the best possible solutions 
for each homeowner’s specific home energy 
upgrade needs and available budget .

•	 Customer Service and Administrative 
Representatives – The program’s bloodline . They 
are local, able to talk about all things local, answer 
questions and guide callers to solutions . They 
are often the first touch a resident has with our 
program . They are well-spoken and know the 
ins and outs of the program . They do much work 

behind the scenes, track and follow up on customer 
requests, inquiries, and complaints, and provide 
valuable insight in program direction . The program 
simply cannot operate without them .

•	 Program Outreach Coordinators – They are outreach  
phenoms that exhaustively work to move the 
community to action through events, community 
organizations, political forums, school events, and 
meetings and more . They get others involved and 
are the key point of contact for the community . 
They multi-task, coordinate events, provide 
program direction and staff events – all with a 
smile on their face . They work closely with the 
Marketing Manager to determine the marketing 
strategic and tactical plans . 

•	 Data and Program Analysts – They inform the team 
of community trends based on data and evaluate 
effectiveness . They are “number ninjas” who mine 
through endless amounts of data collected by the 
program and present findings and conclusions 
to the team and stakeholders in the form of 
reports that are easy to understand . They must 
be exceptionally detail oriented, fully proficient in 
Excel and other data tracking software, and be able 
to “translate” the numbers into information that 
tells a story .  

•	 Quality Control and Assurance Supervisor – This 
team member facilitates and quality assures the 
work of contractors to ensure the homeowner’s 
upgrades are installed to best practice standards 
set by the program . They work closely with 
contractors to fix incorrect or incomplete 
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installations and ensure the work is done with 
health and safety top of mind . They are the change 
agents in the field, working to establish best 
energy-efficiency practices as industry standards .

•	 Trade Ally Manager –This person is building 
science–savvy and makes sure contractors deliver 
high-quality work which yields energy savings for 
homeowners . They actively solicit feedback from 
contractors, facilitates contractor meetings and 
delivers trainings to contractors and crews, both 
in-field and in-office . This team member shares 
program updates on a regular basis, issues topic 
specific newsletters, and checks the pulse of the 
participating contractors to ensure the program 
continues to meet both market and contractor 
needs .

•	 Finance Manager – The Finance Manager provides 
regular reporting to the Program Manager and 
Program Funders, ensuring funds are used as 
efficiently as possible . Budgets are to be kept in 
line with program goals and funding requirements . 
This person brings grand ideas back to reality 
by lending a voice of reason with relation to the 
program’s bottom dollar .

•	 Marketing Manager – The Marketing Manager works 
closely with the Program Manager and Outreach 
Coordinator to develop and implement strategic 
and tactical marketing plans to move the target 
audience to action and meet program goals . This 
person is creative, a communications expert and on 
top of marketing trends . The Marketing Manager has 

a keen understanding of the needs and concerns 
of target audience and how all the components of 
the program work together to create the customer 
engagement and trade ally experience .

•	 Program Manager – The Program Manager is the 
Jack or Jill of all trades, filling in where holes 
appear, in order to keep the program moving 
forward . He/she maintains client, funder and 
stakeholder relationships as well as reaches 
out to potential program partners . This person 
is responsible for managing the team, directing 
program progress, managing budget, and keeping 
it cool when things get tough . This person 
demonstrates a high level of vision while marching 
the team toward meeting program goals .

DEFINE YOUR REPORTING STRUCTURE, 
PLATFORM AND FREQUENCY

Establishing relevant and accurate reporting is critical  
to implementing a community energy-efficiency program . 
A proper reporting package provides performance 
information, and functional analysis and intelligence 
on the effectiveness of program activities . Program 
reports should be understandable, relevant, reliable and 
comparable .

The platform in which the program delivers its 
performance reports can be designed in many ways .  
The program may be obligated to deliver its reports based 
on certain format and compliance requirements that are 
outlined in funder contracts or stakeholder agreements . 

BUILDING A FOUNDATION FOR SUCCESS
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The program may also provide external public-facing 
reports, but must first determine the suitability and 
permissibility of releasing such information to the public .

Performance reports are usually comprised of  
two components . 

1. A quantitative piece that provides numerical 
information on program performance 

2. A qualitative piece that provides more descriptive and 
narrative information on program activities, progress, 
performance variances and next steps

The frequency of program reports should occur on a 
monthly and quarterly basis . An additional year-end 
report summarizing the year’s activities is recommended . 
The frequency of each report may also determine the 
length and detail of information . Most importantly, keep 
things simple . Provide a one page overview reflecting 
key progress statistics which can easily be shared with 
stakeholders and the public . A sample RePower progress 
dashboard is included in the appendix .

LESSONS 
LEARNED Along the Way, We Learned...

Up-front planning is absolutely essential, as is sticking 
to the program’s mission/vision to accomplish goals . The 
more up-front preparation, the less crisis management the 
program should have to accommodate . Regular program 
evaluation and review of lessons learned is important to 
make sure the program moves in a forward direction and 
does not repeat unnecessary and unsuccessful efforts . 
Here are some of RePower’s key lessons learned: 

 ➜ Have your ducks in a row before hitting the  
pavement . Plan completely and for every possible 
scenario, then launch .

 ➜ Develop a basic plan to implement as a small pilot . 
Reconvene with the team and key stakeholders to 
discuss the program’s next steps following the small 
pilot . More reviews need to happen on a fairly  
frequent basis . 

 ➜ Seek out local supporters who are willing to speak 
about the program and have a burning desire to 
truly advocate . Make sure the expectations for your 
community advocates are clear and check-ins are 
frequent . Find ways to identify potential advocates as 
your program progresses, working with their lifestyle 
and comfort levels rather than imposing on them . 

 ➜ Work closely with your marketing team to create a 
marketing plan that aligns with program goals and 
strategy . Make sure that marketing projects can be 
delivered by the number of people on your marketing 
team . Again, expectations and commitments must  
be attainable and agreed on by the program and 
marketing teams . 

 ➜ Local programs are constantly evolving , and it is 
extremely important to be able to make adjustments 
quickly . To the extent possible, this means ensuring 
partners are able to adjust quickly as well . Identifying 
process timelines and establishing the feedback 
loop in advance can help relieve the headache of 
overpromising and under delivering . 
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 ➜ Have processes in place prior to program launch, don’t 
develop them on the fly . This leaves adequate time to 
course-correct smartly .

 ➜ Identify what motivates homeowners . It’s not always 
about the money for your customers . Energy efficiency is 
also about comfort, the environment and healthy indoor 
air quality . Identify what motivates each homeowner and 
address the community from multiple angles . 

 ➜ Set realistic goals and milestones . Adapt to unplanned 
trends . For example, RePower hit the ground running and 
received a tremendous amount of early adopter sign-ups 
for home energy assessments . However, it took these 
homeowners nearly a year to complete their upgrades . It 
took a “final call” marketing campaign in the last year of 
the program for RePower to hit its stride . The long project 
conversion timeline required us to adapt strategy and 
forecasting . Only after understanding homeowner needs, 
planning timelines and making the necessary marketing 
adjustments did we succeed in being a change agent in 
the Island community .  

 ➜ Have a strong mission/vision . This helped RePower create 
a strong brand in the community . 

 ➜ Hire local employees . Having staff members who 
are familiar with the community vibe was infinitely 
beneficial to RePower, and was the single most 
successful thing our program could have done to 
position ourselves well in the community .

 ➜ Have a contractor manager in place and connected to local 
contractors to ensure work gets completed and reported 
at the onset of your program .

 ➜ Engage contractors early and define the contractor 
approach before the launch of your program . A delay in 
defining the approach will result in a slow and difficult 
start, and ultimately require changes in your program 
strategy and forecasting . 

 ➜ Secure a sufficient office space to ensure higher levels 
of performance . Office needs shall be determined by 
staffing, technological, and storage needs .  

 ➜ Review results of marketing campaigns regularly and 
determine whether they are achieving the pre-determined 
campaign goals . If not, determine why and adapt 
marketing and program strategies to make up for lower-
than-expected results .

 ➜ Review event participation regularly . Is participation 
speeding up or slowing down, and why? As in  
the step above, adjust your strategy to make up for 
the differences . RePower’s best community event was 
a one-stop-shop event which allowed customers to 
sign up for assessments, talk with contractors, review 
program and technical details with RePower staff, 
and get bids signed and rebates approved, all in one 
location . Plan and schedule your events with a focus on 
customer convenience .

BUILDING A FOUNDATION FOR SUCCESS
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 ➜ Evaluate partnerships and stakeholders to ensure 
continued mission/vision alignment . Make sure you’re 
communicating often with them .

 ➜ Schedule all-hands-on-deck meetings and/or retreats  
to keep the team motivated and in sync .

 ➜ Accept and expect that in a start-up program, there 
will be failures as processes and systems are put into 
place . Management should create an atmosphere that 
embraces these failures as opportunities to learn, grow 
and improve .

 ➜ Neighborhood outreach and organizational challenges 
can be effective, but also take a lot of hand holding and 

coordination . Neighborhood energy challenges work  
best in dense  communities where there are many  
“eyes on the street .” Neighbors get interested by seeing 
other neighbors take action . 

 ➜ Place lawn signs in front of every home during energy 
assessments . RePower’s “My Home Makes an Impact” 
yard sign triggered more calls to the office than any other 
program launch campaign . Use recycled material signs 
and make sure to provide homeowners with a yard sign 
disposal plan . 

Refer to the Appendix section of this guide to see examples 
of successful program and marketing efforts.

BUILDING A FOUNDATION FOR SUCCESS
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CHAPTER 3. IDENTIFYING 
TARGET AUDIENCE AND 
STAKEHOLDERS
TARGET AUDIENCE

Identifying your target audience is crucial to developing an 
effective marketing and outreach plan . Here are some key 
questions to ask to help understand your target audience: 

•	 Which residents will help you achieve your energy-
saving goals? Are you interested in targeting 
residents who live in older homes, which may have 
potential to save the most energy?

•	 Get to know your community residents and identify 
their key motivators . What makes them act? What 
are their concerns? What do they value and what 
key words speak to these values? 

•	 What do your community members say? Couple 
your research with focus groups to check whether 
your findings and conclusions are sound . 

STAKEHOLDERS 
Identifying stakeholders can be a difficult process . 
However, the following questions can reveal the strongest 
stakeholders for your program: 

•	 Who in the community is doing something that 
aligns with your mission?

•	 Who is influential in your community and has the 
ability to motivate people to act? 

•	 Who is funding the program?

•	 What are the community demographics, and who 
on your staff or in your stakeholder group can work 
closely with different demographic groups?

•	 Is there an established contractor network with 
which to align? 

•	 Are loan partnerships built into the program 
funding or can the program create these 
partnerships if they don’t exist? 

•	 What is the utility’s role in your program? 
Coordinate to leverage existing utility incentives 
and provide homeowners with a comprehensive 
matrix of all possible incentives available to them .

ENGAGE STAKEHOLDERS

Engage stakeholders early and interview them to 
determine compatibility with your program’s goals . 
Identify whether the relationship provides a win-win 
situation and determine whether this is a relationship 
that can work throughout the life of the program . Possible 
stakeholders include (but are not limited to) sustainability 
organizations, city councils, mayors, governors, trade 
organizations, real estate agencies, neighborhood 
organizations, schools, utilities, lending institutions and 
trade allies .

Prior to engaging with stakeholders, the program’s initial 
plan, goals and benchmarks should be clearly outlined . 
Stakeholders will then be able to provide insight based on 
their interests and have time to influence aspects of the 
program in a positive way . 

The program leads should meet with stakeholders 
regularly, communicate major program changes and 

IDENTIFYING TARGET AUDIENCE AND STAKEHOLDERS



23

incorporate them in the review, feedback and approval 
process for program initiatives . It is critical to keep 
stakeholders abreast of major program activities, 
milestones, and events; however different stakeholders 
should be engaged at different levels, based on their 
involvement . Some stakeholders do not take an active role 
in the program implementation and only prefer to receive 
program updates and occasionally make connections in 
the community . Others like to be in-the-know on every 
outreach effort and provide feedback based on their 
expertise and knowledge of the community .

ALIGN WITH UTILITY STAKEHOLDERS 
Utility stakeholders are by nature more involved because 
your conservation program goals need to align with their 
strategy and measures . Your program offers much benefit 
to utilities since you’ll be promoting their incentives and 
driving customers their way . Leverage their networks 
and promote their benefits . Islands can have challenging 
power supply and demanding situations . Collaborate 
with the utility to  determine which new technologies and 
building upgrades are most appropriate for your utility 
infrastructure and local conditions . The goal is to build 
toward sustainable long-term solutions and increased 
island resilience .  

LENDING PARTNERS 
Residential energy-conservation programs can benefit 
from working with local lending partners which finance 
retrofit projects . Financial assistance can help eliminate 

barriers for some homeowners and help others make more 
or larger home energy improvements . Offering financial 
assistance will help move customers toward more whole 
house energy upgrades, which will increase overall energy 
savings results . Lending institutions nationwide now offer 
a variety of programs that you can partner with, but the 
ideal solution is a custom financing program with your 
local bank or credit union, designed to align with your 
program offerings and requirements . 

When partnering with local lenders, it’s important to create 
a loan structure that is both enticing to a consumer and 
profitable for the lender . Negotiating effective interest 
rates, terms and pre-qualification requirements is crucial . 
A highly attractive and easily marketable product is one 
that allows the homeowner to recover a substantial or 
entire portion of the initial loan amount through energy 
savings over the life of the loan . For more information 
about the RePower loan program, review the information 
in Financing Tools in the Program Services section .  The 
appendix also includes a sample Lender Agreement Form 
as a reference .

ENERGY EFFICIENCY LOANS 
RePower collaborated with Kitsap County, Washington 
State Department of Commerce, and Kitsap Credit Union 
to provide a program specific and custom designed loan 
program for participating homeowners . After slow initial 
loan uptake, RePower restructured it’s loan program to 
reduce the income cap and eliminate some other pre-
qualification requirements . We also added a second lender, 
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Puget Sound Cooperative Credit Union to offer a second 
financing option .

To encourage more whole house energy upgrades and 
more comprehensive job scopes, RePower collaborated 
with its lending partners to allow rebate checks  to 
be directly applied toward energy efficiency loans . 
RePower set up a bonus incentive structure to encourage 
homeowners to complete larger projects, and then mailed 
incentive checks to the credit unions, instead of the 
homeowner . This agreement allowed homeowners to see 
a significant drop in their loan balances and average 
monthly payments within a month of taking out the loan .  
By encouraging contractors in our network to calculate 
deemed monthly energy savings per upgrade measure, 
homeowners using the loan could also compare deemed 
monthly savings to their monthly loan payments and were 
able to make highly informed decisions .

Once a lender partnership has been established, create 
synergy and momentum by educating the lender’s 
internal staff about the program, including its goals and 
priorities . Provide a program overview and training to staff 
at all branches in your community . Lender staff training 

should include an overview of program requirements 
and should clearly detail the desired communications 
protocol between the program, the lender, participating 
contractors, and customers . Staff awareness about the 
credit union’s energy efficiency loan offering was one of 
RePower’s greatest challenges early on .  An effective tool 
to inform Lender staff about program requirements is to 
conduct a diagnostic  energy assessment at one of the 
staff’s home .       

To improve the customer experience, encourage the lender 
to assign specific staff who are well versed in the energy-
efficiency loan process, and understand eligible energy 
upgrade measures that may be included in the loan 
amount .

To reduce lender risk and improve the lender experience, 
require loan applicants to use approved trade allies . Loans 
tied to quality assured and performance tested jobs, 
installed by trained and certified professionals, will pose 
less risk to the lender and ensures customer satisfaction 
in energy and money savings . 
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BUILD A STRONG, ACTIVE TRADE  
ALLY NETWORK
A qualified, trained, and trusted trade ally network is at 
the heart of every energy efficiency and conservation 
program . Their ability to effectively develop scopes of 
work, adhere to program specifications, and deliver the 
best customer service, helps ensure program validity, 
brand recognition, and trust . Without the support and buy-
in from contractors, program success is not possible .

Establish clear requirements for contractors seeking 
to join the trade ally network . Occupational Safety and 
Health Administration (OSHA) and lead-safety training 
should be a prerequisite for any contractor working in 
a home, especially in the fields of weatherization and 
Home Performance with ENERGY STAR® . Proper contractor 
licensing and insurance should be well documented and 
kept current . Requiring BPI certification ensures that the 
contractor has expertise in a wide range of services and 
safety issues, including Home Performance, combustion 
safety and indoor air quality . 

Research into each contractor’s prior service record is also 
helpful . History with the state business licensing board 
and current ratings on consumer service sites, such as 
Angie’s List, allows the program to further screen potential 
trade ally contractors . A strong and reputable trade ally 
network can help market your program and increase the 
number of upgrades made by homeowners . On Bainbridge 
Island, the average number of improvements per home 
was approximately two .

A contractor training plan should be robust and include 
continued opportunities to further develop energy 
assessment and diagnostic skills, salesmanship, customer 
service, business acumen, and new technologies . 

Initially, trainings should help familiarize contractors with 
the work specifications manual used by the program, 
as this is the standard to which all quality assurance 
(QA) inspections will be held . Once the program gains 
experience working with the contractor network, 
additional trainings can be developed based on discovered 
areas for improvement, contractor and consumer 
feedback, and state or regional updates to code or work 
specification . This highlights the importance of developing 
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a strong internal quality control (QC) process to generate 
information on each contractor’s performance, and to 
consistently track the comments or responses generated 
from both contractors and consumers . Lastly, working with 
local educational institutions to deliver continued training 
opportunities will aid in the development of sustainable 
training resources for contractors and their staff . 

Strong communication between programs and the trade ally 
network increases dialogue and helps create a more fruitful 
relationship for both . Weekly email updates can highlight 
contractor successes, provide program updates such as 
rebate or specification changes, and communicate training 
opportunities . Monthly brown bag meetings can provide 
a healthy environment for contractor feedback and open 
communication and networking within the group . Helping  
to form a contractor-led group can streamline 
communication even further by developing a common voice 
that represents contractor opinions and needs . This allows 
programs to elicit feedback from one source rather than 
each contractor individually .

It is also crucial to have a program representative in 
place from the beginning that manages the network and 
enforces specifications . Bad habits can form quickly 
without direction . The rebate structure should be easy to 
understand and contractors should be highly familiar with 
it to avoid customer confusion and dissatisfaction . Never 
assume that contractors have the skills or equipment 
required to perform high-quality work . Rather, take the time 
to get to know each contractor’s skill set and equipment 
needs . Also, consider program strategies for spreading leads 
out and avoiding seasonal highs and lows . Contractors 
would prefer to stay fairly busy year-round, rather than be 
overwhelmed one month and completely inactive the next . 

Regardless if your program has a formal trade ally 
contractor network or is working with individual contractors, 
it is important to develop guidelines and processes that will 
clearly identify the roles, responsibilities and expectations 
of each party . See the Trade Ally Participation Agreement 
form in the appendix as an example . Processes include:

•	 Create and clearly document an enrollment process .

•	 Consider the necessary actions the program will 
take if a contractor does not follow guidelines . The 
program must be willing to follow through with 
removing a contractor if needed . 

•	 Determine how the program will balance authority 
and support . 

•	 Set up a program that offers contractors business 
and marketing support which encourages them to 
abide by program guidelines, offer incentives and 
provide regular reports .

•	 Set up an open forum for contractors to voice  
their suggestions and feedback about local  
market trends .  
   

LESSONS 
LEARNED Along the Way, We Learned...

 ➜ Collaborating with many different groups with different 
interests can be challenging . In any situation, try to find 
a win-win solution . Often times, this requires deviating 
a little from the original plan or putting certain projects 
on hold until timing is better . 

Example: RePower developed an air sealing pilot in 
conjunction with PSE and allowed the utility to test 
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this new rebate within the program’s small pilot 
environment . Based on the success of rebate adoption, 
the air sealing rebate was then finalized and launched 
throughout PSE’s entire service area . This allowed 
consumers to take advantage of a more comprehensive 
rebate offering and expanded the program success 
beyond the Island . 

 ➜ Working with organizations that have rigid operating 
procedures may pose some challenges . As a program, 
it is important to explore similar organizations that are 
more conducive to your program’s needs . This may 

need to be weighed heavily against the possibility of 
losing existing partnerships or political relationships . 

Example: RePower brought a second lending partner into 
the program that was adaptable to our program needs . 
By bringing on an additional lending partner, instead of 
replacing our existing lender, we were able to keep our 
program and partnership structures the same .

Refer to the Appendix section of this guide to see 
examples of trade ally and energy advisor materials. 
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CHAPTER 4.  
PROGRAM FEATURES  
AND SERVICES  
Each community energy-efficiency program will offer 
different services and have unique features – the 
key is to identify community needs and under-served 
niches . RePower was designed to offer in-home energy 
assessments, energy-efficiency financing, rebates, a 
trade ally network, customer service center, technical  
help desk and marketing and outreach .

CUSTOMER SERVICE/CALL CENTER

The call center is generally the customer’s first point of 
contact with your program; therefore, positive, consistent 
and effective customer service should be provided during 
that initial experience . In smaller communities, this can 
be even more important because word spreads quickly, 
and the first few customers need accurate information to 
pass along to their friends and neighbors . Here are some 
best call center practices:

Call Center Talking Points
•	 Program talking points and responses to 

anticipated customer and contractor inquiries 
should be as succinct as possible . While it is 
tempting to deliver a large amount of information 
to the customer up front, they will only retain so 
much . It is important to distill the information down  
to the key points that are absolutely necessary . 

•	 Modify talking points to match the customer’s 
personality, level of formality and knowledge 
about the program . The written talking points 
should represent a reference guide, and not a 
speech to read verbatim . 

Customer Service Priorities
•	 Set the program apart from telemarketing companies . 

 � Use the customer’s first name at all times .

 � Call at appropriate times . Make calls between the 
hours of 9 a .m . to 9 p .m ., unless the customer 
communicates a different preference . For example, if 
a customer leaves a message before 9 a .m . to cancel 
an appointment and would like a call back to confirm 
the change, it is acceptable to call them before 9 a .m .

•	 Customers who visit the office should take priority 
over those on the phone . 

•	 Have a team member, and not an answering 
machine, pick up phone calls as much as possible, 
even if it is just to take a message .

•	 Do not leave the customer on hold for long periods of 
time . Clearly state when the customer can expect a 
return call and call them at that time, regardless of if 
you have the answer to their inquiry . 

PROGRAM FEATURES AND SERVICES 
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Call Center Communication
•	 It is important to log all customer interactions in 

a central database . That way, no matter who the 
customer speaks to next, the customer service 
representative will always have the most recent 
information and conversation at his/her fingertips 
and they will not have to go over the same 
information again . This allows customers to feel 
as if they are receiving a higher quality and more 
personalized service .

•	 Make it a priority to keep call center and customer 
service staff up to date on new developments . 
It is especially important for the call center to 
be kept abreast of all incentive changes and 
marketing efforts, including advertisements 
and utility communication . Customers are often 
confused about the role of energy efficiency and 
conservation programs within utility jurisdiction . 
Call center staff should be prepared to inform callers  
of any additional utility program changes or rebate 
revisions which may affect their upgrade project .  

TECHNICAL HELP DESK 

Provide personal attention and build customer confidence 
in the program by staffing a knowledgeable and reliable, 
technical help desk . 

Key components for success include:

•	 The help desk must be accessible by multiple 
avenues of communication (e .g ., face-to-face 
contact, telephone, website, email and social 
media) .

•	 The help desk specialist should have a working 
knowledge of program elements, including funding 
sources, stakeholders, utility and program rebates, 
basic building science and weatherization methods . 

•	 It is advantageous to have the help desk specialist 
be someone who is recognized and respected in 
the community . 

•	 Promote the help desk specialist as an advocate 
rather than a sales person . 

•	 If you can’t afford to staff a Help Desk full time, 
advertise clear Help Desk Hours and limit the hours 
to hours that are convenient for customers . 

•	 The Help Desk is best staffed by a Program Energy 
Advisor who can help the customer make upgrade, 
material and equipment selections, point them to 
financing, and connect them with qualified trade 
allies who specialize in the work they need . 

LESSONS 
LEARNED Along the Way, We Learned...

 ➜ Solid, unbiased information must be conveyed 
without exception .

 ➜ Technical and proven energy resources must be readily 
available to back up advice .

 ➜ There must be dedicated hours of operation for the help 
desk with the flexibility to respond to questions during 
non-working hours .

 ➜ There should be a back-up person to assist customers 
when the help desk specialist is unavailable .
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 ➜ Staff should follow up after three months to see how the 
customer is progressing with their upgrades, ask if they 
have additional questions or barriers and help them 
come up with solutions . 

 ➜ Feedback from homeowners should be shared with 
program staff, to determine whether course corrections 
are needed .

ENERGY ASSESSMENTS AND TOOLS 

RePower offered two avenues for home energy-efficiency 
assessments: a visual FREE Home Energy Checkup 
performed by RePower Energy Advisors and a diagnostic 
Home Energy Assessment with Energy Performance 
Score (EPS) performed by a select group of trade ally 
contractors .  

Free Home Energy Assessment. RePower’s 
FREE Home Energy Check-Up (HECU) was designed 
to offer a non-intimidating, low barrier, and no-cost 
program entry . The HECU was marketed as a simple 
but very important service every Islander should 
complete to understand their home’s health and 
energy-efficiency status . A BPI certified RePower 
Energy Advisor conducts a 90-minute, visual 
assessment to identify efficiency, health and 
comfort issues in the home . The visit includes an 
attic and crawl insulation inspection, as well as a 
review of heating equipment and systems present 
in the home .  The Energy Advisor then sits down with 
the homeowner to present the results, complete a 
utility bill analysis to identify seasonal and baseline 
load details, and offers three top-priority energy 

upgrade recommendations, ranging from air sealing 
and insulation, to heating systems and appliance 
upgrades . These energy recommendations were 
supplemented with an overview of other no-cost 
and low-cost upgrades, and information about 
rebates . Finally, the energy advisor provides the 
homeowner with a list of local, skilled contractors for 
the homeowner to call to schedule their home energy 
upgrade project . The free Home Energy Assessment 
included direct installs of energy efficient light 
bulbs and showerheads . Homeowners appreciated 
having a RePower energy advisor—an objective 
third party—educate them on energy-efficiency 
measures and their home’s performance . 

1
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The visual assessment is also a great marketing and 
customer engagement tool . It provides an opportunity 
to collect data and build a personal relationship 
between the homeowner and the program Energy 
Advisor and encourage the homeowner to take the 
next step .

After learning about the energy efficiency of the home  
and how they can improve it using cash rebates, 
customers were more motivated to complete their 
energy upgrades, a diagnostic assessment and make  
energy-efficient improvements . By the time the  
customer calls a contractor, they feel more comfortable  
and confident moving forward with upgrades . 

A Home Energy Assessment with Energy 
Performance Score. This fee for service 
assessment is performed by a participating BPI 
certified, trade ally contractor . The contractor 
inspects the interior and exterior of the home and 
performs diagnostic tests to identify areas of 
energy loss . After the assessment, homeowners 
receive an Energy Performance Score (EPS)—a 
detailed energy-consumption report similar to 
a miles-per-gallon report for their home—which 
documents the home’s current condition, including 
energy use and carbon footprint . The EPS also 
recommends improvements and a comparison 
of current energy costs to what a homeowner 
could pay after energy-saving improvements are 
installed . The trade ally emails the EPS report to the 
customer within ten days of the assessment and all 
assessment results are stored in a central database 
to which all trade allies have access .  

The EPS audit can take anywhere between two and 
four hours of advisor time in the home, and comes 
at a significant cost . RePower collaborated with 
another grant program in Kitsap County to offer a 
$350 instant rebate to offset the cost . Market rates 
for EPS assessments in Kitsap County ranged from 
$400 to $650 .   
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The success of these in-home assessments can 
be seen in the program’s conversion rates . A large 
percentage of Bainbridge Island (44%) homeowners 
installed one energy upgrade after they received a  
home assessment . More than half (56%) installed 
two or more energy upgrade after the assessment . 
Notably, both conversion rates were much higher 
than the regional average of 31% .

A sample of the RePower Free Home Energy Check-Up  
form is included in the Appendix.

LESSONS 
LEARNED Along the Way, We Learned...

 ➜ Each program and community is unique . While some 
past experience with similar programs is helpful, it is 
not always applicable . 

 ➜ Keeping track of inventory was challenging . If possible, 
invest in a Universal Product Code scanner to track 
direct installs and inventory . 

 ➜ If possible, use electric, hybrid, or biodiesel work 
vehicles that align with the program’s mission .

 ➜ If the utilities in your jurisdiction already offer a home 
energy assessment, determine whether you can 
integrate this assessment into your program . RePower 
ended up collaborating with Puget Sound Energy to 
offer the utility’s custom HomePrint Assessment to 
Bainbridge Island customers .  RePower was able to 
deliver more energy assessments to the utility this  
way, and the program also received $90 per completed 
HomePrint from the utility . 

 ➜ When collaborating with utilities on assessments and 
other efforts, establish clear guidelines on branding 
and collateral review expectations to ensure that both 
parties receive recognition and branding guidelines are 
adhered to .  

 ➜ Although a less sophisticated product from a building 
science perspective, RePower’s FREE Home Energy 
Check-Up accomplished higher conversion rates than 
the EPS assessment . Don’t discount the importance of 
keeping things simple and easy for the homeowner . If 
you can offer a quick visual assessment and structure 
the program to incorporate performance testing as part 
of your trade ally’s mandatory scope, a non-diagnostic 
assessment can be just as effective in delivering 
upgrades and reaching program goals .

 ➜ Visual assessments allow you to schedule more 
assessments a day - therefore reaching more 
customers faster . At program launch, RePower 
was able to schedule 4 appointments per day, and 
keep 4 advisors fully booked in the field . The more 
assessments we completed, the more yard signs went 
up, the more calls to our office to schedule  
more assessments .     

 ➜ Schedule assessments with a 30 minute arrival 
window . Some homes take longer than others, so give 
advisors some flexibility in between appointments . If 
advisors are running late, they must call the customer 
to inform them of their new arrival time and ask 
program customer service representatives to inform 
additional customers of potential schedule changes 
that day .

PROGRAM FEATURES AND SERVICES 
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QUALITY ASSURANCE AND QUALITY CONTROL 

Another key component to successful program operations 
is having a robust QA and QC plan . Programs vary vastly in 
their QA approach . RePower set a 10% QA target, but quickly 
realized that this was not enough to move the trade ally 
network forward . 

The need for QA will largely depend on your trade 
allies’ experience in whole home performance . If your 
contracting community is fairly new to the concept, QA a 
high percentage of the jobs . If you already have a highly 
experienced contractor community, complete some 
random check-ins, but focus on delivering leads to them . 
Consider completing QA’s on the first 3 to 5 jobs of any 
new contractor joining the network, to establish clear 
expectations on performance and outcomes .

Also consider the balance between QA and QC . RePower’s 
contractor network was fairly new to whole home 
performance contracting, and it quickly became clear 
that our contractors needed more in-field guidance . We 
appointed a Quality Assurance Specialist who began 
working closely with trade allies on job sites, to train crews 
on the installation specifications and offer hands-on quality 
control services . This shift to in-field quality control greatly 
improved contractor performance . In addition, it helped 
strengthen contractor relationships and increased program 
trust .    RePower completed diagnostic testing on all QA 
visits to ensure that that home was left in safe conditions . 
This included blower door testing, infrared imaging, BPI 
Combustion Appliance Zone (CAZ) testing and duct blaster 
testing if applicable . A robust QA implementation plan was 
essential in our new Home Performance market because it 
helped further train our trade ally contractors . 

1. Wear program-branded gear and have identification .

2. Address home inadequacies as “opportunities”—
homeowners are often emotionally attached to 
their home and don’t want to feel as if their  
home is damaged or poorly built . 

3. Control the discussion and the process . Ask what 
motivated them to have this assessment . Listen to 
their response and gauge their level of understanding . 
Some homeowners need more high-level information 
and others want to hear the scientific data . 

4. Record all required data points before leaving 
residence . Collect required signatures and account 
meter number at the beginning of assessment .

5. Provide the homeowner with clear and timely 
information about the overall program, recommended 
measures, benefits, rebates, financing and  
next steps . 

6. Documentation that is left for homeowners must 
be user friendly . Minimize changes so documents 
remain timely and valid . 

7. Bring all equipment and direct-install materials to the 
front door to minimize trips back to the car . 

8. Wear shoe covers to protect the home . Tidy Trax  
slip-ons tend to work well . 

9. Ensure that appropriate time is allotted for the 
assessment and travel and always show up on time . 

TIPS FOR ENERGY ADVISORS: 
HOW TO PREPARE FOR IN-HOME 
ASSESSMENTS
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Process of providing QA visits:

•	 A QA visit should start with an introduction and 
brief discussion of the scope of work . Ask the 
homeowner to provide a tour of the home so the 
energy advisor can identify work areas, CAZ zones, 
and set the house up for a blower door test . While 
necessary tests and inspections are performed, 
ask the homeowner to fill out a survey to obtain 
valuable customer feedback .

•	 At the end of the inspection, provide the 
homeowner with summarized results, a list of 
rebates, and check that all necessary paperwork 
is completed . If a return visit is needed, provide 
general details to the homeowner in a way that 
will not alarm them or affect the contractor’s 
reputation . Record all data from the QA in the form 
of photographs and an inspection form .

•	 Following the inspection, fill out an “Issue 
Notification Form” that summarizes the findings 
and project issues, and send to the contractor . 
All QA and QC visits should be be recorded and 
tracked . 

•	 It is extremely important to put a robust QC 
process in place early in the program . A QC 
inspection occurs when the project is in progress 
and representatives from the contracting company 
are onsite . Visiting homes after a job is complete 
to perform a QA or QC can be inefficient when there 
are reoccurring problems . We found that job quality 
quickly increases after QCs . It’s hard to coordinate 
schedules and to get contractors to call you in the 
middle of a project, but if they see value in your 

visits, they are more apt to call for a QC . Once your 
pre-determined QC guidelines and amount of jobs 
are approved, the contractor can move on . 

Please reference the Quality Control Procedure and 
Quality Control and Assurance forms in the appendix as 
examples of how to create a QC process.

LESSONS 
LEARNED Along the Way, We Learned...

 ➜ To limit the amount of site visits, the energy advisor 
can attend the contractor’s final test-out visit and 
complete a QA at the same time . This also allows repairs 
to be addressed immediately and provides a good 
training opportunity on specifications and program 
requirements . In addition, incorrect techniques and 
methods can be recognized early and be dealt with 
quickly before they spread to other projects .

 ➜ QA inspectors are often viewed as the “bad guys .” 
To gain the confidence of the contractor network, 
position the energy advisor or inspector as an ally 
rather than someone who is coming out to scrutinize 
their work . It’s also important to maintain consistency 
in the inspections and support the contractor in a 
positive manner . While this can be difficult to do  
when a job has several violations, it’s important to 
protect the contractor’s reputation, especially in front 
of homeowners . 

 ➜ Work quality, specifications and expectations should 
be set at the beginning of the program and remain 
unchanged as much as possible . Contractors may work 

PROGRAM FEATURES AND SERVICES 
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within multiple weatherization programs, which all have 
their own work specifications . Contractors often run 
into challenges where the specifications of one program 
do not align with the other . As a community energy 
efficiency program, you are ideally suited to facilitate 
alignment of specifications . You should develop your 
specifications in collaboration with participating 
utilities, and identify potential issue areas up-front .  It 
is best for a program to set specifications by starting 
with a utility weatherization manual, aligning program 
specifications as much as possible to keep things easy 
for the contractors and working with the utility to apply 
more rigor to their manuals when needed . 
 
RePower switched specifications midway through 
the program to streamline efforts . It turned out to 
be beneficial for the program and contractors in the 
long run, but it would have been best to have this 
established from day one . Paperwork and rebate 
applications are always a barrier when working in 
weatherization programs . It is important that the QA 
inspector have all necessary forms and documents 
prior to the QA appointment . Having a complete file is 
the only way to do a thorough QA .

 ➜ It is best to develop your program specifications by 
starting with a utility weatherization manual and 
aligning program specifications as much as possible 
to streamline the process for contractors . You can 
always work with the utility to apply more rigor to their 
manuals when needed .

 ➜ Health, safety and CAZ testing is a large hurdle for 
contractors . If a weatherization contractor was not 

BPI certified before the program, they are not used 
to identifying problems and testing combustion 
appliances . Common problems include small gas 
leaks, spillage on water heaters, the lack of carbon 
monoxide detectors and depressurization . It can also 
be a challenge to record test results completely and 
correctly . The only solution for this is multiple training 
sessions to ensure high quality CAZ tests .

 ➜ You can provide a certain amount of “conditional 
passes” to contractors on their first few jobs . For 
RePower, these items were given in the form of tips and 
FYIs, in addition to return-visits on subsequent jobs . 
This allows the quality to steadily improve until it’s 
ideal and consistent with all other contractors . These 
“conditional passes” should be chosen carefully . 

PROGRAM FEATURES AND SERVICES 
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 ➜ Obtain high-quality contractor work by building  
a workforce that is BPI certified .

 ➜ Utilize the results of your QA program and field 
findings to adjust your contractor training program . 
Address needs quickly as they arise and provide 
timely and frequent trainings .

 ➜ Periodically recognize and reward contractors for 
excellence in the field . A simple mention of high 
performing crew members in newsletters will go a long 
way in building good will, and can inspire others to do 
even better . 

REBATES

Rebates are your carrot to move homeowners to take 
action . People want to save money, and rebates reduce 
financial barriers to completing home energy upgrades .  

Coupled with the long-term energy savings, rebates allow 
residents to see the total cost benefits of making upgrades 
and weigh them against the out-of-pocket expenses .  

RePower Rebate Structure
Based on the needs of our utility stakeholders  
and the community, RePower offered rebates for the 
following improvements:

•	 Utility incentive match for oil, propane and wood 
heated homes – homeowners in “non-utility” 
homes were offered the same weatherization and 
heating equipment benefits that electric and gas 
heated homes received from the utility .   

•	 Whole house air sealing – Collaborated with 
Puget Sound Energy to pilot a performance 
test air sealing rebate . Incentive was based on 
accomplishing a minimum air leakage reduction of 
400 cfm50 . Reference the Whole House Air Sealing 
Incentive form for more details .

•	 Floor, attic and wall insulation

•	 Duct sealing and insulation

•	 High-efficiency furnaces and heat pumps

•	 RePower Reward – an additional $400 was paid 
to homeowners who made two or more qualifying 
upgrades with a trade ally

PROGRAM FEATURES AND SERVICES 
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•	 Oil tank decommissioning bonus (in conjunction 
with ductless heat pump rebate)

•	 Home Energy Assessment with EPS: rebate to 
encourage homeowners down the path of whole-
home improvements, requiring air leakage testing 
and infrared imaging

•	 Whole Home Energy Upgrade rebate for all heating 
sources – a special rebate for homeowners who 
bundled multiple qualifying measures into one 
energy-efficiency upgrade project

Over the course of the program, RePower paid 
approximately $345,255 in rebates to Bainbridge  
Islanders . These rebates triggered more than $4 Million  
in homeowner investments!  

LESSONS 
LEARNED Along the Way, We Learned...

 ➜ Engage non-utility heated customers (e .g ., oil, propane 
and wood) because they typically do not have any 
other rebates available to them . 

 ➜ Homeowners are deadline-driven and respond well 
to temporary promotional rebates . Change things up 
and try to get homeowners to act now through your 
marketing collateral and special offers .

Example – Our oil, propane and wood utility rebate 
match motivated many homeowners to switch to 
electric heat pumps . They enjoyed greatly reduced 
energy bills and now heat their homes with a much 
cleaner fuel, reducing their overall carbon footprint .

 ➜ Align with existing utility rebates to either add to 
existing rebates or supplement missing rebates that 
could be beneficial to your community . Encourage the 
utility to use your program as a pilot environment to 
test new measures and innovations . 

 ➜ Use rebates to propel industry contractors to a higher 
level of quality . RePower decided to keep a separate 
air sealing rebate in place, on top of PSE’s air sealing 
rebate . This made the measure more sellable for 
contractors, more financially feasible, and ensured 
faster market adoption . More importantly, this “double” 
rebate on a brand new performance-based measure 
brought in the numbers needed to complete QA 
inspections and train contractors to properly install  
the measure . 

 ➜ Create rebate paths that encourage multiple measures . 
RePower created an additional “Whole House Energy 
Upgrade Bonus” for completing three or more 
measures . A progressive incentive structure based on 
performance will encourage homeowners to complete 
larger scopes . 

 ➜ For multiple-measure projects, take the rebate 
calculations out of homeowner and contractor hands . 
Have contractors provide the project scope and assign 
program staff to calculate the homeowner’s total 
incentives . This can be very helpful if homeowners are 
utilizing incentives from your program, local utilities 
and manufacturer rebates and/or tax incentives . 

 ➜ Keep rebates simple . Rebate lists or guides can be 
confusing for homeowners . At one point RePower  

PROGRAM FEATURES AND SERVICES 
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had more than ten incentive forms in place, which 
quickly became confusing for both customers and 
program staff .

 ➜ Spend time on rebate terms and conditions to  
reduce customer confusion . Legal review is  
absolutely necessary .

 ➜ Use terminology and language that the typical 
homeowner can understand .

 ➜ Keep track of all your previous rebate forms and 
offerings and make sure to establish a version control 
system of rebate forms .  Applicants who enrolled early 
in the program will need to be held to the terms and 
conditions that were in place at the time they enrolled, 
and as detailed on their forms . Detailed version control 
tracking will avoid any confusion regarding changing 
rebate structures and requirements . 

ENERGY EFFICIENCY LOANS 

RePower collaborated with Kitsap County, Washington 
State Department of Commerce, and Kitsap Credit Union 
to provide a program specific and custom designed loan 
program for participating homeowners . After slow initial 
loan uptake, RePower restructured it’s loan program to 
reduce the income cap and eliminate some other pre-
qualification requirements . We also added a second lender, 
Puget Sound Cooperative Credit Union to offer a second 
financing option .

To encourage more whole house energy upgrades and 
more comprehensive job scopes, RePower collaborated 
with its lending partners to allow rebate checks  to 
be directly applied toward energy efficiency loans . 
RePower set up a bonus incentive structure to encourage 
homeowners to complete larger projects, and then mailed 
incentive checks to the credit unions, instead of the 
homeowner . This agreement allowed homeowners to see 
a significant drop in their loan balances and average 
monthly payments within a month of taking out the loan .  
By encouraging contractors in our network to calculate 
deemed monthly energy savings per upgrade measure, 
homeowners using the loan could also compare deemed 
monthly savings to their monthly loan payments and were 
able to make highly informed decisions .

Once a lender partnership has been established, create 
synergy and momentum by educating the lender’s internal 
staff about the program, including its goals and priorities . 
Provide a program overview and training to staff at all 
branches in your community . Lender staff training should 
include an overview of program requirements and should 
clearly detail the desired communications protocol between 
the program, the lender, participating contractors, and 
customers . Staff awareness about the credit union’s energy 
efficiency loan offering was one of RePower’s greatest 
challenges early on .  An effective tool to inform Lender staff 
about program requirements is to conduct a diagnostic  
energy assessment at one of the staff’s home .       

To improve the customer experience, encourage the 
lender to assign specific staff who are well versed in the 
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energy-efficiency loan process, and understand eligible 
energy upgrade measures that may be included in the 
loan amount . To reduce lender risk and improve the lender 
experience, require loan applicants to use approved trade 

allies . Loans tied to quality assured and performance 
tested jobs, installed by trained and certified professionals, 
will pose less risk to the lender and ensures customer 
satisfaction in energy and money savings .  

PROGRAM FEATURES AND SERVICES 
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CHAPTER 5.  
MARKETING & OUTREACH 
MARKETING 

Marketing united all components of RePower to create 
a clear and compelling path for the community and 
contractors to engage . We developed high-energy and 
highly visible marketing to set RePower apart from other 
offers in the market, connecting residents of the county, 
trade allies and available offers . Our efforts combined 
education, outreach and successful partnerships to 
influence change, and boost the local economy through 
job creation .

RePower’s marketing approach was geared to meet the 
needs of this unique Island community, where neighbors 
look to each other as influencers in making short- and 
long-term decisions . Tactics included:

•	 Island dashboards showing real-time Island energy 
use—displayed online, in Island businesses, in 
ferry terminals—and alerting Islanders of power-
down hours to mitigate high energy use

•	 Community mobilization, on-the-ground marketing 
highlighting Island residents who participated in 
RePower

•	 Trade ally engagement which transformed the 
market and created more than 50 new jobs

Our marketing approach was based on the existing 
community profiles and findings from community 
surveys and leaders . The primary conclusion: Capitalize 
on the strong sense of community and design marketing 

campaigns as “community campaigns” rather than “utility 
programs .” This called for integrated marketing efforts—
multiple methods of delivery and engagement—with 
all-encompassing community-based marketing involving 
the school system, non-profit organizations, the faith 
community, local businesses and local media, together 
with utility partners . 

We first targeted customers with the largest energy 
efficient and peak-load-period gains, which would more 
easily demonstrate program success . We also targeted 
businesses, establishing a retail-discount program 
for community members . At the end of our first year, 
we launched campaigns and messaging thanking the 
community for their accomplishments, citing participating 
community groups and businesses .

MARKETING & OUTREACH
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Over three years, RePower achieved tremendous Island 
community awareness and participation rates . One in four 
Island homes completed an energy assessment and nearly 
15 % of all Island homes were upgraded, with an average 
energy savings of above 30% per participating home . 

TIPS ON HOW TO DEVELOP A COMMUNITY 
MARKETING PLAN

Do the research. Nothing turns an audience off more than 
marketing that clearly shows you have no idea what’s 
going on with the target audience and community . The 
goal is to determine who you’re marketing to and what’s 
important to them, along with the basics of demographics . 
Only after you have this information can you begin 
forming your marketing plan . Plus, research backs up 
your marketing efforts, letting the community and 
stakeholders know you’ve done the homework that will 
lead to results . 
 
Example: Because approximately 73 percent of Island 
households were defined as “family” households, we 
networked with schools, their administration, parent-

teacher associations and especially students to help 
spread information about the program and start building 
lifetime energy champions . 

The Island is also a transit-intensive community, where 
many residents leave home—and leave the Island— 

MARKETING & OUTREACH

“That’s been one of my mantras—focus and simplicity. Simple can be harder than 
complex: You have to work hard to get your thinking clean to make it simple. But it’s 

worth it in the end because once you get there, you can move mountains.”  
— STEVE JOBS
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to go to work . As a result, we focused advertising in  
transit areas—particularly in ferry terminals and on the 
ferries themselves .

Keep verbal and visual messaging clear, compelling and 
simple. Energy, let alone energy efficiency, is complicated 

and, by nature, invisible . Thus, we promoted high-level 
program benefits and easy next steps with one call to 
action, funneling everyone to the same web page or 
phone number where the details lived . For example, had 
we outlined all technical, electric and gas technology, 
contractor qualifications, and multiple ways to participate 
in our marketing campaigns and material, our audience 
would have been confused, progress slowed and results 
low . Marketing’s job is to get the audience to respond 
and inquire . Let the call center, program coordinators 
and contractors do their job by providing the in-depth, 
technical detail .

LESSONS 
LEARNED Along the Way, We Learned...

 ➜ Provide progress updates . As a community-based 
program, it’s important to let residents know how they 
are making an impact on the community . Throughout 
the life of the program, various marketing collateral 
communicated the amount of kilowatt hours saved 
as a result of energy upgrades . By the end of RePower, 
residents saved more than 6 .9 million kilowatt hours of 
electricity, equivalent to 188,525 gallons of gasoline . 

GALLONS OF 
GASOLINE SAVED

GAS

BAINBRIDGE

55,881 2

MARKETING & OUTREACH



4545

OUTREACH 

Community outreach allows the program to reach local 
residents on a more personal and engaging level . There are 
several key components to keep in mind when developing 
a community outreach plan: 

•	 Hire within the community. Local team members 
will have insight on best practices for reaching out 
to your community .

•	 Build the foundation. As recommended earlier, 
network with local community groups, businesses 
and their associated networks to introduce the 
program, raise awareness and build trust . Target 
organizations with a large number of employees, 
volunteers or members to further leverage support . 
Gain support from local government, civic and 
private community leaders and ask for their 
assistance in motivating their members to take 
action . Local leaders who are champions of the 
cause can influence how a community takes 
action while official letters from municipalities and 
utilities can directly impact participation levels for 
a program . 

•	 Engage the community. Reach out to the 
community on various levels at various times . Be 
willing to be creative and flexible, using multiple 
approaches to inform and encourage participation . 
Approaches that worked well in one community 
or one sector of the community may not work 
well across the board . Multiple approaches, both 
general and targeted, are often needed to reach 
one community . 

•	 Create marketing collateral and campaign 
efforts specific to the residents, incorporating 
the community’s values in the messaging. 
Ideas include organizing a neighborhood or 
organizational challenge, sponsoring local events 
and hosting a program-specific event . Keep in 
mind that customers typically need to hear about 
the program a few times before they decide to 
participate . Studies conducted by the Washington 
State University Energy Extension Office have 
shown that customers in energy-efficiency 
programs need as many as 13 touch-points before 
they move forward with an energy upgrade . 

MARKETING & OUTREACH
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•	 General outreach improves the effectiveness of 
targeted marketing by raising overall awareness 
about the program. It may not immediately 
bring people into the program but it can make 
homeowners more receptive to subsequent 
targeted marketing .  

•	 Build community relationships. In small or tight-
knit communities, residents will support programs 
which respect and care for their community .

Neighborhood Challenges 
Active volunteers help reach residents and act as the 
liaisons between the community and program staff . It’s 
important to build on outreach investment by focusing  
on one neighborhood for a period of time . Word-of-mouth 
can be an effective tool, but it takes multiple touches 
and time to spread the word and to build trust within 
an area . Here are some tips to consider when hosting 
neighborhood challenges:

•	 Use a participating neighbor as an example . 
Show the neighborhood how one evolves from an 
average homeowner to energy champion .

•	 Plan monthly meetings . Walk members through 
the upgrade process and keep them interested by 
teaching them something new at every meeting . 

•	 Walk through the upgrade process . Start with 
the free home assessment followed by a Home 
Energy Assessment with EPS demonstration . 

Invite program contractors to answer questions 
and provide bid proposals . Once the homeowner 
chooses a contractor, program staff should be on 
site to go over available rebates and provide  
a cost breakdown . 

•	 Share the results . After the upgrades are made, 
invite the community over to experience the 
changes in the home . Let the volunteer share 
their experiences, including the financial benefits . 
Provide the group with toolkits to start their own 
energy-efficiency challenge .

Organizational Challenges
Organizational challenges can provide an effective way to 
reach larger audiences . The premise of the challenge is to 
offer financial awards to community businesses, groups 
and organizations that encourage their members to 
complete home energy-efficiency upgrades . Participating 
organizations can use awarded funds toward an energy-
efficiency project of their choice . For example, they can 
use the fund to make upgrades to their own community 
building or donate energy-efficiency upgrades to another 
family or organization in need . 

To increase member participation, it’s important to have 
a clearly defined path, realistic goals and hard deadlines 
that align with the membership’s size and interest . Lastly, 
thank the participants for participating and share their 
story with local media . 

MARKETING & OUTREACH
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Neighborhood Blitz 
A Neighborhood blitz is a specifically targeted pilot that 
is ideal for neighborhoods with an association, whether 
a homeowners’ association (HOA) or a neighborhood 
association . This type of approach works best if there 
is already an established leadership and method 
of communication in place between leadership and 
members . You can leverage existing leadership to act as 
champions, communicating with and organizing their 
neighborhood . 

Multiple meetings may be required to sell the idea and get 
buy-in from the larger group . Once the blitz is set, you can 
begin planning: 

•	 Identify the carrot . The program has something 
additional to offer the group for committing to the 
blitz . This can be something the program offers, 
such as an additional financial bonus for making 
multiple upgrades or it can be a discount from 
the trade ally contractors . For example, RePower 
provided a free blower door test for all participants . 
This was an additional carrot that normally comes 
with a fee . 

•	 Make the event fun . Work with the neighborhood to 
have a cookout or social event . 

•	 Identify the way contractors should participate . 

•	 Assign staff members to the blitz . You’ll want at 
least one program person, who can act as a liaison 
to the neighborhood residents, and one a technical 
person, who can work with the participating trade 
allies and objectively answer technical questions 
for the homeowners .

LESSONS 
LEARNED Along the Way, We Learned...

 ➜ Stick to promoting the program at events and 
locations that reinforce your objectives and goals . 
Vending at a local hardware store with energy-saving 
products is an ideal fit . 

 ➜ Advertise the program’s events in community 
calendars . This is often free . 

 ➜ Coordinate a business or commercial-focused 
organizational challenge . 

 ➜ Always staff your events with informed, friendly and 
outgoing team members .

 ➜ Customer service is paramount when working with 
large groups . Ensure members feel recognized for 
participating in the organizational challenge and  
look for ways to assist them in navigating through  
the program . 

 ➜ Plan for the unexpected by building in more time than 
is required .

 ➜ Follow-up with both contractors and residents following 
a neighborhood blitz to keep momentum going .

 ➜ Develop specific marketing collateral and bring it to 
the neighborhood in advance . This helps residents 
know where to go for information and creates buzz in 
the neighborhood . 

Refer to the Appendix for examples of successful 
marketing collateral and efforts.

MARKETING & OUTREACH
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CHAPTER 6. LOOKING TOWARD 
THE FUTURE
STRATEGY

An energy-efficiency program can operate under a 
number of umbrellas, ranging from a non-governmental 
organization business model, a private sector business 
model or a governmental business model . There are 
numerous variations within each business model that 
could be considered . The benefits and challenges of each 
business model will vary based on the community and 
program and must be taken into account prior to creation 
of the program . The governance structure will then 
dictate the financial structure, partners and stakeholders . 
Consequently, every energy-efficiency program will 
vary slightly in terms of their business model, funding 
stream and stakeholders . To ensure that the future of 
the program is secure and stable, long-term planning 
must be incorporated into the initial planning to launch a 
successful program from day one . 

A growing organization needs a set of strategies to 
guide its program development, build a solid financial 
foundation, and prepare for challenges that lie ahead . A 
strategic plan is a tool that provides guidance in fulfilling 
a mission with maximum efficiency and impact . It 
determines where an organization is going over the next 
years, how it is going to get there and how it will know if it 
was successful . 

A strategic plan also needs to incorporate sustainability 
planning . That involves more than simply funding to keep 
programs and the organization alive . It must address 

program capacity, leadership capacity, financial capacity 
and adaptive capacity . Leadership capacity requires an 
examination and enhancement of staff, board members, 
volunteers, program partners and other program 
champions . Adaptive capacity means the organization will 
evaluate and make informed projections about external 
realities to help anticipate and respond to opportunities 
and challenges by clarifying mission and goals; targeting 
spending; expanding or contracting territory served; and 
restructuring programs, fundraising and other aspects 
of operations . As a rule, most strategic plans should be 
reviewed and revamped every three to five years . 

Strategic planning is a partnership between the staff and 
stakeholders, with both groups participating equally . 
Although the ultimate goal of the strategic planning 
process is to develop a plan, the real value of the exercise 
lies in the process itself because it allows stakeholders 
an opportunity to learn more about the organization, to 
share their perceptions of its strengths and weaknesses, 
and to discuss critical issues affecting, or likely to affect, 
the organization in the future . It builds and strengthens 
bridges between the staff and stakeholders and provides 

LOOKING TOWARD THE FUTURE

“Never doubt that a small group of thoughtful, 
committed citizens can change the world. 

Indeed, it’s the only thing that ever has.” 
— MARGARET MEAD
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glue to hold them together over time . The process 
should be designed to generate decisions arrived at by 
consensus by a body of stakeholders as this distributes 
ownership of the plan, the organization and its future .  
A strategic plan produced by a single individual, although 

arguably a quicker process, can never accomplish this feat . 
If started in the initial stages of a program or organization, 
a strategic planning process incorporating a body of 
stakeholders can set the stage for success —cohesive 
partnerships, long term sustainability and buy-in . 

LOOKING TOWARD THE FUTURE
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REPOWER BAINBRIDGE RESULTS

•	 Total homes upgraded: 968

•	 RePower Bainbridge has helped save more than 
6 .9 million kilowatt hours of electricity . This is 
enough to power 191 Island homes or 510 cars 
for one year . It is also the equivalent of 188,525 
gallons of gasoline .

•	 RePower paid $345,255 in incentives to 
Bainbridge Island .

•	 The total cost of RePower projects on Bainbridge 
Island is $4,572,955 (i .e ., this amount was paid to 
local businesses) .

•	 The average number of improvements per home on 
Bainbridge Island is 1 .96 .

•	 36% of Bainbridge Island homes received  
a home assessment

•	 44% of Bainbridge Island homeowners made one 
improvement after receiving an assessment .

•	 56% of Bainbridge Island homeowners who  
made more than one improvement after receiving 
an assessment .

•	 Bainbridge Island homeowners who participated  
in RePower now save an average of $1,065 .22  
per year .

•	 The average cost per RePower project on 
Bainbridge Island was $6308 .

•	 The average rebate amount per customer on 
Bainbridge Island was $571 .38, representing 9%  
of the total job costs .

Data Results as of October 2013
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One particular property ow
ner benefited from

 the one-stop-shop opportunity – 
she pre-qualified for the W

hole House Energy Upgrade package for each of her six 
rental properties, connected w

ith trade allies to schedule w
ork, and received loan 

inform
ation from

 Puget Sound Cooperative Credit Union. The custom
er left the event 

w
ith a clearly defined route for upgrading all her rental properties. 

This story is just one exam
ple of how

 RePow
er’s “Final Boarding Call” helped hom

eow
ners and our 

partners. By the end of this one-day event, Kitsap Credit Union and Puget Sound Cooperative Credit Union 
received approxim

ately 30 leads, and Puget Sound Energy sold 123 lighting kits to 102 custom
ers.

SUCCESS 
STORY

SUCCESSFUL RESULTSCLEAR PATH =KEY INGREDIENTS + 
Lena Price,  
Air M

asters Heating 
W

e had m
any m

ore leads at 
the event than w

e w
ould at a local hom

e show
 

event in a 6-hour period.

Rich Perlot, Heat Holders 
This w

as by far, the m
ost productive event by a 

w
ide m

argin. The custom
er base w

as narrow
ly 

targeted, m
aking every set of eyeballs a 

legitim
ate potential custom

er.

Scott Park, Quality Heating 
W

e received 30 leads/appointm
ents from

 the 
event. W

e are extrem
ely im

pressed w
ith the 

focused group you w
ere able to attract.  

Cathie Currie, Puget Sound Energy 
W

e sold 123 lighting kits to 102 custom
ers, 

putting a total of 1,794 energy-saving products 
in custom

ers’ hands. These should save our 
custom

ers a total of $160,558 over the life 
of the products, saving 983,055 pounds of 
carbon – the equivalent of taking 122 cars off 
of the road for a year!

EXHIBITOR 
FEEDBACK

FINAL BOARDING CALL: A free one-day event featuring trade allies, lenders, utilities and 
com

m
unity organizations in one location to help hom

eow
ners com

plete hom
e energy upgrades.

GOAL: Convert hom
eow

ners w
ho received a FREE Hom

e Energy Check-Up but have not yet 
m

ade energy-efficiency im
provem

ents.

“FINAL BOARDING CALL” EVENT RESULTS 

GET 
$800

 

BACK  
PLUS 
OTHER 
REBATES

200%
OF GOAL!

EVENT ATTENDEES:

•	Press tour prior to the 
event (resulting in 
prom

inent coverage)
•	$800 special event 

offer for attendees only
•	Free
•	Letters sent to 

residents through 
the City of Bainbridge 
Island

•	Targeted, integrated 
m

arketing cam
paign

200%

100%0%

M
ake 

UpgradesFinance 
w

ith Credit 
Unions

Connect 
w

ith Trade 
Allies

GOAL
ACTUAL

ATTENDEE 
DEM

OGRAPHICS

19%
OFF ISLAND

2%UNKNOW
N

79%
BAINBRIDGE ISLAND

FINAL BOARDING CALL
APRIL 13, 2013

10am
-4pm

 @
 W

oodw
ard M

iddle School

LAST CHANCE EVENT FOR  
THE POW

ER PROCRASTINATOR!
CALL  877.741.4340        VISIT  RePow

erBainbridge.org       JOIN us at Facebook.com
/RePow

erBainbridge1

OF ATTENDEES  
W

HO TOOK THE  
SPECIAL EVENT OFFER  
M

ADE TW
O OR M

ORE UPGRADES
OF ATTENDEES TOOK THE 
$800 SPECIAL REBATE OFFER.

68%

FINAL BOARDING CALL EVENT RESULTS SHEET
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2013 QUARTER 2 CAMPAIGN OVERVIEW SHEET

how
 to beCom

e 
a R

ePow
eR suPeRheRo:

tRansFoRm
ation m

ust haPPen by 
July 15, 2013. Call RePow

eR now
. 

877.741.4340 • RePow
erBainbridge.org

steP 3
Upgrade your 

hom
e w

ith 
energy-saving 
im

provem
ents.

steP 4
Enjoy Superhero 

com
fort, $avings,

and cash rebates!

steP 1
Call RePow

er 
to schedule a  
hom

e energy  
assessm

ent.

steP 2
Plan your 

hom
e energy  

upgrade w
ith 

a trade ally.

how
 to beCom

e 
an eneRgy-saving suPeRheRo:

tRansFoRm
ation m

ust haPPen by 
July 15, 2013. Call RePow

eR now
. 

877.741.4340 • RePow
erKitsap.org steP 3

Upgrade your 
hom

e w
ith 

energy-saving 
im

provem
ents.

steP 4
Enjoy Superhero 

com
fort, $avings,

and cash rebates!

steP 1
Call RePow

er 
to schedule a  
hom

e energy  
assessm

ent.

steP 2
Plan your 

hom
e energy  

upgrade w
ith 

a trade ally.

E
N

E
R

G
Y

E
FFIC

IE
N

T

old hom
e

.
new

 tRiCks
.

teaCh youR hom
e to save you

m
oney on eneRgy Costs!

Contact RePow
er today to start saving. 

877.741.4340 • RePow
erKitsap.org

Call RePow
eR to m

ake eneRgy-saving 
uPgRades and get Cash Rebates.
 877.741.4340 • RePow

erKitsap.org

Ready 
to low

eR
eneRgy Costs?

yes
no

600 bainbRidge hom
es 

have m
ade eneRgy-eFFiCienCy uPgRades

400 m
oRe to go!

add youR hom
e to the m

aP
by July 15, 2013.
Contact RePow

er today to start saving. 
877.741.4340 • RePow

erBainbridge.org

Conservation Services Group
RePow

eR Q2 adveRtising Cam
Paign

print advertising and posters

online advertising

m
obile advertising

facebook advertising

facebook w
allpaper

ferry term
inal advertising

APPENDIX
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TOOLKIT: COMMUNITY RESOURCES HANDOUT

R
EPOW

ER COM
M

UNITY
P

u
g

e
t
 S

o
u

n
d

 e
n

e
r

g
y

 (P
S

e
)

Energy A
dvisors

Ph: 1.800.562.1482
pse.com

/savingsandenergycenter/pages/default.aspx

C
ontact PS

E w
ith questions about rebates and other inform

ation.

K
it

S
a

P
 C

r
e
d

it
 u

n
io

n
Ph: 1.360.662.2000 or 1.800.422.5852
kitsapcu.org

C
all or visit a local branch for m

ore inform
ation about the  

Energy Efficiency Loan Program
.

P
o

S
it

iv
e
 e

n
e
r

g
y

Eric R
ehm

221 W
inslow

 W
ay W

., P.O
. B

ox 205
M

arge W
illiam

s C
enter

B
ainbridge Island, W

A
 98110

Ph: 1.206.842.4439
info@

Positiveenergybi.org
positiveneergybi.org

S
ign up to volunteer w

ith Positive Energy, receive Tw
itter alerts,  

or learn m
ore about the Island Energy D

ashboards.

B
a

in
B

r
id

g
e
 iS

la
n

d
 liB

r
a

r
y

1270 M
adison A

ve., N
.

B
ainbridge Island, W

A
 98110

Ph: 1.206.842.4162
krl.org/bainbridge-island

C
ontact the library to check out energy m

onitors or B
lue-line cost m

onitors.

K
it

S
a

P
 S

u
n

Letters to the Editor
P.O

. B
ox 259

B
rem

erton, W
A
 98337

letters@
kitsapsun.com

P
le

a
se

 n
o

te
: letters should be typed and 250 w

ords or shorter. 
K
itsap S

un reserves the right to reject, edit or condense all letters.  
V
isit kitsapsun.com

/form
s/letters for com

plete requirem
ents.

B
a

in
B

r
id

g
e
 iS

la
n

d
 r

e
v

ie
w

P.O
. B

ox 10817
B
ainbridge Island, W

A
 98110

Ph: 1.206.842.6613
editor@

bainbridgereview
.com

r
e
P

o
w

e
r t

ra
d

e
 a

lly
 list  |  e

n
e
rg

y
 S

a
v
in

g
 o

p
p

o
rtu

n
itie

s  |  K
itsa

p
 C

re
d

it u
n

io
n

 e
n

e
rg

y
 e

ffi
cie

n
cy

 lo
a
n

 P
ro

g
ra

m
  |  F

a
Q

d
e
p

a
rtm

e
n

t o
f e

n
e
rg

y 
eere.energy.gov/topics/hom

es.htm
l

w
a
sh

in
g

to
n

 S
ta

te
 u

n
iv

e
rsity 

energy.w
su.edu/buildingefficiency/

energycode.aspx

e
n

e
r

g
y

 S
t

a
r

®

energystar.gov/

AddITIONAl lINks

400 W
inslow

 W
ay. E., S

te. 160
B
ainbridge Island, W

A
 98110

Ph: 1.877.741.4340
Fax: 1.206.780.1545

info@
repow

erbainbridge.org
R
ePow

erB
ainbridge.org

C
ontact R

ePow
er to schedule an 

appointm
ent, follow

-up about rebates 
and rew

ards, and ask general questions. 
V
isit our w

ebsite for a list of trade ally 
contractors, incentives, upcom

ing events 
and m

ore!

P
r

o
g

r
a

m
 C

o
o

r
d

in
a

t
o

r
K
atie Jones

Ph: 1.206.866.0217
com

m
unities@

repow
erbainbridge.org

K
atie is your R

ePow
er C

om
m

unity guide. 
C

ontact her to discuss your com
m

unity’s 
goals and strategies!

REPOW
ER BAINBRIdgE

M
ondays, 1 p.m

. – 4 p.m
.  

(W
alk-ins w

elcom
e during  

H
elp D

esk hours)
Ph: 1.206.866.0215
getadvice@

repow
eradvisor.org

a
S

K
 r

iC
K

!
R

ick w
ill provide objective technical 

expertise, help you understand  
contractor bids and answ

er questions 
about energy-efficiency upgrades.

REPOW
ER hElP dEsk
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TOOLKIT: COMMUNITY ENERGY CHALLENGE GUIDELINES 

Every person and hom
e m

akes an im
pact on B

ainbridge Island and RePow
er w

ants to help you becom
e a RePow

er 
Energy C

ham
pion and lead the next RePow

er C
om

m
unity. W

e encourage all groups—
from

 congregations to book clubs to 
neighborhood associations—

to get involved. B
eing an Energy C

ham
pion is as easy as 1-2-3.

STEP 1: SET YOUR COM
M

UNITY GOALS
 

G
oal exam

ples:
	

•	C
om
plete	25	in-hom

e	energy	assessm
ents	

	
	

	
•	Install	10	energy-efficiency	im

provem
ents

	
•	Reduce	our	collective	energy	use	by	100	kW

h	each	m
onth

TOOLS TO REACH YOUR GOALS
RePow

er provides all the tools you need to achieve your goals and create a m
ore sustainable B

ainbridge Island. 

Tools in
clu

d
e:

•	M
yEnergy.com

 
RePow

er has partnered w
ith M

yEnergy.com
—

a free energy-tracking w
ebsite—

to help your group track its energy use, 
redeem

 special offers from
 local retailers for energy reduction and easily com

m
unicate w

ith your team
. Think of it as 

energy-related social m
edia!

•	N
ew

sletter tem
plates 

Find	a	selection	of	tem
plates	you	can	use	to	update	your	group’s	goals,	send	energy-efficiency	tips,	event	notices	

and m
ore. V

isit w
w

w
.rep

ow
erb

ain
b

rid
g

e.org
/

com
m

u
n

ity/
rep

ow
er to dow

nload the tem
plates.

•	N
ew

sletter tem
plates 

Keep track of your group’s progress and com
m

itm
ents on our easy-to-use form

s.

STEP 2: SIGN-UP COM
M

UNITY M
EM

BERS
HOW

 TO PARTICIPATE
Energy C

ham
pions m

ust collect a C
om

m
itm

ent S
ign-up Form

 w
ith the nam

es and expressed com
m

itm
ent from

 m
em

bers of 
your	group.	A

ll	applications	m
ust	be	subm

itted	by	the	identified	Energy	C
ham

pion.	To	qualify,	group	m
em
bers	hom

e’s	m
ust:

•	Receive electricity from
 Puget S

ound Energy
•	B

e in the C
ity of B

ainbridge Island 
•	B

e single-fam
ily residences of up to four units 

After signups are collected by the Energy C
ham

pion, a RePow
er representative w

ill contact your m
em

bers to schedule their 
FREE	H

om
e	Energy	C

heck-U
p	or	H

om
e	Energy	Assessm

ents	w
ith	EPS,	educate	them

	about	the	Energy	Efficiency	Loan	
Program

	from
	K
itsap	C

redit	U
nion	and	connect	them

	to	trade	ally	contractors	w
ho	can	install	their	energy-efficiency	

im
provem

ents.	Participants	m
ust	be	present	at	the	tim

e	of	their	in-hom
e	assessm

ent	and	quality	control	inspection	of	the	
com

pleted im
provem

ent(s).

Please subm
it this application along w

ith your com
pleted form

s to:

Fax:	206.780.1545
com

m
unities

@
repow

erbainbridge.org

FAX IT TO US
EM

AIL IT TO US
M

AIL IT or DELIVER

RePow
er C

om
m

unity, Attn: Katie Jones                                      
400	W

inslow
	W
ay,	S

uite	160
B
ainbridge	Island,	W

A
	98110

R
EPOW

ER COM
M

UNITY GUIDELINES

STEP 3: CELEBRATE YOUR COM
M

ITM
ENT AND SUCCESS

Rew
ard your group and let the entire com

m
unity know

 you’ve m
ade a com

m
itm

ent to B
ainbridge Island. H

ere are a few
 

sim
ple w

ays you can celebrate:
•	Facebook, Tw

itter and other social m
edia w

ebsites are a great w
ay to tell people that you’ve m

ade a com
m

itm
ent

•	W
rite an editorial for the local new

spapers 
•	C

reate	flyers	or	posters	to	display	throughout	the	com
m
unity

•	Place a “M
y H

om
e M

akes an Im
pact” sign in your front yard 

A
ll RePow

er C
om

m
unity applications, form

s and tem
plates can be found at our w

ebsite, w
w

w
.repow

erbainbridge.org. If you 
have	questions	please	visit	our	w

ebsite	or	contact	Katie	Jones	at	com
m
unities@

repow
erbainbridge.org	or	206.866.0217.
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TOOLKIT: COMMUNITY NEWSLETTER TEMPLATE

        

#	  Com
pleted	  	  

FREE	  H
om

e	  Energy	  
Check-‐U

ps	  
G
oal:	  	  

	  

#	  Com
pleted	  	  

H
om

e	  Energy	  
Assessm

ents	  w
ith	  EPS	  

G
oal:	  	  

	  

#	  Com
pleted	  U

pgrades	  
	  	  G
oal:	  	  

	  

Team
	  M

em
bers	  or	  G

roup	  N
am

e	  
(Type	  the	  nam

es	  of	  your	  team
	  

m
em

bers	  or	  the	  nam
e	  of	  your	  group)	  

	  

Com
m

unity	  m
em

ber	  spotlight	  
	  Section	  suggestions:	  

• 
Introduce	  your	  team

	  m
em

ber	  (you	  m
ay	  not	  all	  know

	  one	  another)	  
• 

H
ighlight	  any	  special	  qualities	  or	  talents	  

• 
G
et	  a	  good	  quote	  about	  w

hy	  they	  joined	  your	  com
m
unity	  group	  

• 
Ask	  for	  a	  photo	  you	  can	  place	  in	  the	  im

age	  section	  above	  
	  Delete	  italicized	  text	  to	  create	  your	  Spotlight	  section	  

	  
	  

N
ew

s	  and	  U
pdates	  

Provide	  the	  team
	  w
ith	  updates	  

Im
age	  

	  Section	  suggestions:	  
• 

A	  picture	  of	  your	  group	  in	  
action	  

• 
A	  picture	  of	  a	  group	  m

em
ber	  

• 
Before	  &

	  after	  shots	  of	  a	  hom
e	  

w
ith	  energy-‐efficiency	  

im
provem

ents	  
	  Delete	  italicized	  text	  to	  insert	  your	  
im

age(s)	  

U
pcom

ing	  Events	  
Add	  group	  or	  com

m
unity	  events	  here.	  

Don’t	  forget	  to	  list	  the	  tim
e,	  date	  and	  

place	  for	  each	  event.	  	  

Bright	  Idea	  
	  Section	  suggestions:	  

• 
Ask	  your	  group	  m

em
bers	  to	  contribute	  inform

ation	  about	  w
hat	  they’ve	  

done	  to	  help	  m
eet	  the	  group	  (and/or	  personal)	  goals	  

• 
U
se	  bullets	  or	  num

bers	  to	  separate	  your	  ideas	  
	  Delete	  italicized	  text	  to	  create	  your	  Bright	  Idea	  section	  
	  	  

Subm
itted	  by:	  (Type	  team

	  m
em

ber	  nam
e	  here)	  
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WHOLE HOUSE AIR SEALING INCENTIVE APPLICATION (1 OF 5)
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WHOLE HOUSE AIR SEALING INCENTIVE APPLICATION (2 OF 5)
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WHOLE HOUSE AIR SEALING INCENTIVE APPLICATION (3 OF 5)
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WHOLE HOUSE AIR SEALING INCENTIVE APPLICATION (4 OF 5)
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WHOLE HOUSE AIR SEALING INCENTIVE APPLICATION (5 OF 5)
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ENERGY UPGRADE SURVEY (1 OF 6)
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ENERGY UPGRADE SURVEY (2 OF 6)
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ENERGY UPGRADE SURVEY (3 OF 6)
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ENERGY UPGRADE SURVEY (4 OF 6)
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ENERGY UPGRADE SURVEY (5 OF 6)
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ENERGY UPGRADE SURVEY (6 OF 6)
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REPOWER QUALITY CONTOL PROCEDURES (1 OF 5)
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REPOWER QUALITY CONTOL PROCEDURES (2 OF 5)
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REPOWER QUALITY CONTOL PROCEDURES (3 OF 5)
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REPOWER QUALITY CONTOL PROCEDURES (4 OF 5)
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REPOWER QUALITY CONTOL PROCEDURES (5 OF 5)
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REPOWER TRADE ALLY PARTICIPATION AGREEMENT (1 OF 6)
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REPOWER TRADE ALLY PARTICIPATION AGREEMENT (2 OF 6)
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REPOWER TRADE ALLY PARTICIPATION AGREEMENT (3 OF 6)
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REPOWER TRADE ALLY PARTICIPATION AGREEMENT (4 OF 6)
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REPOWER TRADE ALLY PARTICIPATION AGREEMENT (5 OF 6)
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REPOWER TRADE ALLY PARTICIPATION AGREEMENT (6 OF 6)
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REPOWER ENERGY CHECK UP FORM (1 OF 2)
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REPOWER ENERGY CHECK UP FORM (2 OF 2)
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REPOWER ENERGY EFFICIENCY LOAN-INCENTIVE AGREEMENT (1 OF 4)
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REPOWER ENERGY EFFICIENCY LOAN-INCENTIVE AGREEMENT (2 OF 4)
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REPOWER ENERGY EFFICIENCY LOAN-INCENTIVE AGREEMENT (3 OF 4)
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REPOWER ENERGY EFFICIENCY LOAN-INCENTIVE AGREEMENT (4 OF 4)

APPENDIX



87

REPOWER QUALITY ASSURANCE FORM - INSPECTION FORM (1 OF 3)
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REPOWER QUALITY ASSURANCE FORM - INSPECTION FORM (2 OF 3)
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REPOWER QUALITY ASSURANCE FORM - INSPECTION FORM (3 OF 3)
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BAINBRIDGE ISLAND PROGRESS DASHBOARD

  Residential Home Energy Assessments

  Energy Upgrades

  kWh & Carbon Savings

*Annual kWh saved is based on deemed savings of 33 kWh/bulb and 136 kWh/showerhead

RePower Bainbridge Progress Dashboard: March 2013
Prepared by Conservation Services Group 

Progress Dashboard: March 2013

CFL Bulbs

Showerheads

Total Direct Installs (ISMs)*

                       26,676 

792                            

71  

37  
30  21  26  32  24  29  

20  
16  17  11  

18  
14  

0  6  5  7  9  9  19  6  9  3  3  1  

1,941  

1,978  
2,014  2,040  

2,073  
2,114  2,147  2,195  2,221  2,246  

2,266  

2,280  
2,299  

1,700  
1,800  
1,900  
2,000  
2,100  
2,200  
2,300  
2,400  

0  

20  

40  

60  

80  

Mar-12 Apr-12 May-12 Jun-12 Jul-12 Aug-12 Sep-12 Oct-12 Nov-12 Dec-12 Jan-13 Feb-13 Mar-13 

Assessments Completed 

HECU 

EPS 

2,117 , 
53% 

1,883 , 
47% 

HECU Goal: 4,000 

Completed 

Remaining 

182 , 18% 
818 , 82% 

EPS Goal: 1,000 

Completed 

Remaining 

43 
22 21 15 14 23 13 14 10 7 6 4 3 

183  

4  
19  18  

160  

75  
106  

60  

84  

200  

81  
99  92  

 2,421  
 2,757  

 3,095   3,435   3,788  
 4,147  

 4,515  
 4,888  

 5,267  
 5,664  

 6,067   6,479  

 -    

 2,000  

 4,000  

 6,000  

 8,000  

0  

50  

100  

150  

200  

250  

Th
ou

sa
nd

s 1,000's of kWh Savings Annual kWh 
saved from 
ISM's Installed 
This Month 
Annual kWh 
saved from 
upgrades this 
month 
Total 
Cumulative 
kWh Saved To 
Date 

19  

1  2  3  

21  

9  
13  

8  9  13  10  11  

1  0  
3  1  0  

17  

6  
9  

0  

20  

2  1  1  

427  428  433  
437  

458  484  503  520  529  
573  

588  599  611  

0  

200  

400  

600  

800  

0  
5  

10  
15  
20  
25  
30  

Upgrades Completed 

Residential 

Commercial 

Cumulative 

518 , 26% 
1,482 , 

74% 

Residential Upgrade Goal: 2,000 

Completed  
Remaining 

93 , 100% 

0 , 0% 
Commercial Upgrade Goal: 25 

Completed 
Remaining 

 10,704,136 
, 17%  52,883,448 

, 85% 

CO2 Reduction 

Completed 
Remaining 


